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The impact of intangible assets — examples being corporate culture, D-12203 Berlin

innovativeness, brands, licenses and customer relations — on value
creation has been a topic of debate in recent years. The issue of value
creation through communication asks how communication supports
corporate strategy and financial targets and thus adds to a company's
value.
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The corporate Strategy Map developed by Kaplan/Norton is a kind of
master plan intended to facilitate a comprehensive and consistent de-
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scription of corporate strategy. This is done by presenting strategic ob-
jectives in explicit cause-effect relationships. The generic Strategy Map
shows the company's value-creation process by linking the formulation
and the implementation of corporate strategy.

In the Kaplan/Norton system, each company pursues four supreme
goals in keeping with the four Strategy Map perspectives: satisfied
shareholders (financial perspective), delighted customers (customer
perspective), efficient and effective processes (internal process pers-
pective), and motivated and prepared workforce (learning and growth
perspective).

The Strategy Map concept enables a holistic view of the company and
has gained recognition internationally as a framework and reference
point for developing key performance indicators (KPIs) for corporate
and marketing communication. The Balanced Scorecard (BSC) method
is used to translate the Strategy Map objectives in the four perspectives
into specific targets and measurable variables.

The Strategy Map reproduces corporate goals in cause-effect relation-
ships for corporate success, and provides a tool for evaluating commu-
nication on the basis of targets and measurable variables.

Corporate Strategy Map
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3. The Impact Levels of Communication

The impact levels of communication — and hence the dimensions of
communication controlling — are, in ascending order: Output, Outcome
and Outflow. Each step must be achieved in sequence before proceed-
ing to the next.
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(DPRG/Pfannenberg 2000/2004)

e Output (knowledge and perception). Was the communication
measure efficiently and successfully carried out? Are the communi-
cation messages accessible to the target groups (e.g. in terms of
range, topicality and amount of information)? Does the way in which
the messages are designed and presented enhance the usability of
the medium for the recipient (usability)?

e Outcome (behaviors and attitudes). Do the target groups utilize
the media and do they take the messages on board (Outgrowth)?
How does the take-up of the messages affect the knowledge, opi-
nions/attitudes, emotions and behavior of the target groups?

e Outflow (business impact). What does communication contribute
in terms of supporting or achieving the company's strategic targets
(e.g. performance leadership/excellence, market position, innova-
tiveness) and financial targets (earnings growth, cost leadership,
cash flow)? The outflow targets and their evaluation criteria derive
indirectly — via corporate goals — from capital market criteria used for
evaluation of a company (shareholder value).
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4. Value Drivers and Value Links of Communication

Similarly to the representation of cause-effect relationships in the com-
pany's Strategy Map, value links show the correlations between value
drivers on the impact levels of communication. The value links concept
was first utilized for communication in 1995 in a Swedish PR Associa-
tion project, which actually made little international impact at the time.

The value links concept traces and develops value drivers and the
cause-effect relationships between them from the output level to the
outcome level and through to the outflow level.

The purpose of this procedure is to identify the indirectly or directly
measurable effects of communication via value driver trees, to aggre-
gate them at the highest possible level, and to develop KPIs for mea-
suring and controlling communication. The first step is to identify the
objectives of communication at the three impact levels of output, out-
come and outflow. The second step is to build up, using the value links,
the cause-and-effect relationship on the way from intangible to substan-
tial/financial effects of communication.

Historical Example of Value Links of Communication

VALUE LINKS
in the Leadership Segment

vV v Vv

Awareness of the company
and leadership
in defined audiences

Endorsement of Endorsement of
visions, strategies basic values
Trust

Supportive behaviour

(The Swedish Public Relations Association 1996)
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5. Key Performance Indicators (KPIs)

Portrayal of the value created by communication in the company's
stakeholder relations forms the basis for developing KPIs (Key Perfor-
mance Indicators) for measuring and controlling communication.

KPIs are parameters that may serve to identify changes in the material
being measured. KPIs of communication are statistics/metrics which
measure the success of communication — on the output, outcome and
outflow levels — and can thus be used as indicators of the effects of
communication. KPIs of communication should be:

e basically — directly or indirectly — controllable through communica-
tion

e accepted and known in the industry, i.e. not based on artificial new
terms and/or proprietary concepts or dependent upon such methods
of measurement

¢ linkable to corporate controlling, i.e. calculable

e easily determined and controlled using existing standard corporate
communications methods.

In keeping with the Balanced Scorecard concept, statistics providing a

comprehensive reflection of the measured item are not required. All that
is required are indicators that are connected to the value driver.

Structure of the Balanced Scorecard (BSC)
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